ORGANIZATIONAL DEVELOPMENT

Definition And Background
A few years ago the City of Mt. Pleasant undertook an organizational development program, not because we were experiencing any problem but because we wanted to be sure that all of our employees have the tools necessary to do their jobs better. This in turn would assure that we could improve the services provided to the citizens of Mt. Pleasant. SIMPLY PUT, "ORGANIZATIONAL DEVELOPMENT" IS A PROGRAM OF "IMPROVING WORK PROCESSES THROUGH TEAM CONCEPTS". While simple in concept, it does require that we use processes that we have not used in the past. This document is an attempt to outline some of the key points of the program and processes that we use to reach the goals of the program. Hopefully it will also present a blueprint for when to hold meetings and how to use problem-solving techniques to reach consensus on issues and problems. Organizational Development is something we use every single day, but not necessarily on every single issue.
Goals Of Program
One of the first things we did when we started the program was to ask our employees what they felt the goals should be for the program. Collectively we came up with eight different goals as follows:
1. Provide employees with the tools to meet the ongoing challenges of change within the city and the organization, and help them to improve their jobs and work smarter.
2. Help employees to be happier in their jobs and encourage them to be more of a part of the total organization, especially stressing the importance of their role within the organization.
3. Examine the organization structure and determine whether it supports the functions and challenges of the organization.
4. Involve the City Commission in the organizational development process and ensure that they are supportive of the general approach.
5. Successfully address personnel issues and concerns which tend to undermine people within the organization.
6. Break down barriers between employees and departments throughout the city. Reduce and, if possible, eliminate "we versus they" thinking and terminology.
7. Encourage proactive, cohesive, future-oriented thinking throughout the organization. Expand the focus on more problem-solving as opposed to "just doing the job", with a major emphasis on improving quality of life within the community.
8. The entire process, with all of the above goals, should serve to make it so employees can provide more cost effective and better services to the citizens of our community.
Characteristics Of A Successful OD Program
As stated earlier, the whole process is based on a team approach. In our early staff meetings our employees determined that there were a number of ingredients or "characteristics" that were important in establishing a successful organizational development program. They are:
• Meeting on a regular basis.
• Remaining proactive and positive.
• Staying focused on the issue at hand.
• Using recognized problem-solving techniques and project management skills to find the best possible solution and documenting the process.
• Always remembering that while the employee is a member of an individual department team, (s)he is first a member of a larger team, the City of Mt. Pleasant.
• Seeking input from all team members and anyone who may be affected by a decision.
• Treating all team members with respect and remaining open to differing viewpoints.
• Not avoiding tough issues, but being willing to take risks, try new things and tolerate mistakes.
• Making sure that all employees buy into and participate in the process.
• Remaining flexible.
• Recognizing achievement.
• Explaining decisions and accepting personal accountability for our actions.
• Encouraging a culture of creativity, openness and trust that makes the workplace enjoyable.
• Taking time to plan for the future and be a visionary.
• Placing a high value on and supporting honesty in all our dealings.
• Having clear expectations, solid ground rules and sharing information.
• Modeling appropriate behaviors.
During these early meetings we also developed a list of team leader and member expectations as well as potential ground rules. During some of the organizational development training there appeared to be some confusion about the various types of meetings we hold and whether or not they should be considered organizational development meetings. During our training we learned that there are three types of meetings:
Operations Meetings are held on a regular basis to update members on daily activities and progress toward goals. Sometimes called roll call, staff or status meetings, these meetings are used to ensure that all members have equal and consistent information about routine and current activities.
Operations meetings are the "bread and butter" of our organization and are used to work toward completion of annual goals.
Each member is responsible for input and accountable for the team's success in meeting the demands of the department. These meetings should be held not less than once per month.
Team Development and Team Maintenance
Meetings are used to assess how a department, task or function team is operating. These gatherings are periodic and are devoted to establish or review a team's ground rules, guidelines of behavior, expectations for team members and communication standards. The team should take a "time out" at least once a year to evaluate its working relationship.
Strategic Direction or Goal-Setting Meetings are devoted to setting goals, objectives and work plans or identifying work processes for critical review and evaluation. These meetings are held at least annually, once or in a series, until the team solidifies and documents its goals and objectives for the next budget year or operations period.
What follows are some guidelines as to when to have a meeting as well as when not to have a meeting.
Calling a meeting may be a good idea when:
• you want information or advice from your group • you want to involve your group in solving a problem or making a decision • there is an issue that needs to be clarified • you have concerns you want to share with your group as a whole • the group itself wants a meeting • there is a problem that involves people from different groups • there is a problem and it is not clear what it is or who is responsible for dealing with it Calling a meeting is generally not a good idea when:
• you have to deal with a personnel issue • there is inadequate data or poor preparation • something would be communicated better by telephone, memo or a one-to-one discussion • the subject matter is so confidential or secret that it can't be shared with some group members • you have already made your decision unless it is to explain your decision • the subject is trivial
• there is too much anger and hostility in the group and people need time to calm down before they begin to work collaboratively There are necessary ingredients for an effective meeting as follows:
• there must be a common focus on content • there must be a common focus on process • the team leader is responsible for maintaining an open and balanced conversational flow • the team leader is responsible for protecting individuals from personal attack • everyone's role and responsibility must be clearly defined and agreed upon
There are also some common problems associated with meetings that team leaders should be aware of and be prepared to deal with:
• tendency to go off in all directions or simultaneously In most cases when you have a meeting you are dealing with either a problem or an issue. A problem can be such a things as "we failed to mail out tax notices on time" or a particular type of equipment keeps breaking down. An issue might be "how do we improve the way we prepare bid specs to ensure accuracy and not duplicate reviews by staff people".
There is a seven-step process that can help your team deal with working on issues or solving problems. The steps are as follows:
1. Identify the issue or problem. It is important that you decide what the real problem or issue is. For example, someone might be upset because they can't get their lunch hour scheduled on a regular basis. At first blush it may seem that the individual is overworked and can't get out for lunch, whereas the real problem could be that other people may not be available to cover when the individual should be taking their lunch. Be sure to analyze causes; separate the issue or problem from the symptoms, e.g. why can't the person get away for lunch.
2. The second step is to determine the interests of the parties involved. For example, the person directly involved wants to have a regular lunch hour; team leader wants to make sure the office is covered throughout the day. You not only need to determine what the interests of the parties are, but you need to exchange those interests.
3. Once you feel you have listed all of the possible interests, the next step is to brainstorm possible solutions. What you are trying to do is invent options for mutual gain or solutions that can satisfy an interest.
(See the next section on brainstorming.) 4. To try to identify the best solution, you then look at each of the possible solutions and compare that to the interests listed to see if they address the interests. You also need to identify objective criteria that the parties consider reasonable to determine if a possible solution addresses the interests listed. You can ask yourself the following questions:
• Does it address the interests?
• How much does it cost?
• Can it be implemented?
• Will it set a precedent?
• Is it legal?
• Is it flexible enough to adapt to changing conditions?
• What is the opinion of respected third parties?
5. The next step is to select the best solution. This does not necessarily mean that you vote on the best solution, but rather that the group reaches consensus when:
• All members agree upon a single alternative; and • Each group member can honestly say:
• I believe that you understand my point of view and that I understand yours, and • Whether or not I prefer this decision, I support it because:
• it was reached fairly and openly, and • it is the best solution for us at this time Many times steps 4 and 5 get combined as the evaluation takes place.
6. It is important that once you reach consensus that you follow through with recommended actions or decisions. The team must decide:
• Who is responsible for implementation?
• When will it be done? • How will it be done? • How will it be communicated? • How will it be monitored?
• How will we know if the solution is working?
• What will we do if there are problems?
7. The final step is to write down what you have agreed to. This may entail, for example, a change of procedure or adoption of a new policy. It is also important to later review the decision and discuss whether it is working well. This is commonly overlooked, but important to assist with future issues.
Do not be afraid to go back at any time and redo a step as you learn more about the issue/problem during the discussion. The value of documenting this whole process cannot be emphasized enough to assure that decisions are followed through on and the "wheel isn't recreated" the next time a similar issue arises.
Brainstorming
One of the best tools to employ throughout the problem-solving process is to use a technique known as brainstorming. Simply put, it is the process of throwing out ideas. There are certain steps to be followed:
1. Define the problem or issue, making sure that every group member has a clear and accurate perception of the problem or issue.
2. Write the problem or issue out on a sheet of paper so all can see it.
3. Ask that team members present their ideas without evaluating them. Simplest way to do this is to have participant just say what is on their mind. At this point in time no criticism or evaluation of ideas is permitted. In fact, quantity of ideas are welcomed as are "wild and crazy" ideas. Combining/improving of ideas is encouraged, e.g. piggybacking on others' ideas.
4. Ask at the start that no members evaluate others' ideas, although they may ask for clarification if they do not understand what was suggested.
5. Have someone write out each idea as it is presented so that everyone can see it.
6. When a period of time ensues, ask whether anyone else has an idea. When the answer to this question is "no", suggest that the group begin to consider the ideas.
Ask And Discuss, Ask And Discuss
An important point in organizational development is the premise of "Ask And Discuss". It is important that a team leader, prior to making decisions, involves their team in the decision-making process. It should be understood though that while it is a team leader's responsibility to ask and discuss, it is still up to the team leader to make the final decision.
Having made the decision, it is also the responsibility of the team leader to explain the reasons for their decision to the team. It should be noted that
OD STANDARDS
There are certain standards that we feel team leaders should meet to ensure that they are using the OD processes and principles in their teams. The City Manager and Division Heads have developed the following standards for all team leaders.
Discussed earlier in this blueprint were the various types of meetings each team is expected to conduct. We have developed a criteria for how often each team should hold the three types of meetings as follows:
• Operation: Should meet once a month, but more often as determined by the team leader.
• Team Development and Team Maintenance: The team should meet at least once a year to evaluate its working relationship.
• Strategic Direction or Goal-Setting Meeting: These meetings are to be held at least annually, once or in a series until goals are set for that year. This annual process is to be completed within the first quarter of each year. One of the goals is to include a critical review of work processes.
Reports or minutes are to be kept of all meetings and copies provided to your Division Head. The report or minutes should reflect when the problemsolving techniques were used to address a problem or issue.
